The present study examined the relationship between employees' ability to achieve subjective success and their work attitudes. Four dimensions of subjective success were measured: fulfilling work, financial rewards, recognition, and authority. Hierarchical regression models predicting job satisfaction, commitment, and turnover were examined. Objective indicators of success (organizational level, promotions, and salary) were included as control variables along with importance scores and achievement scores for the success criteria. Results indicate that an employee's achievement of fulfilling work is the strongest predictor of their attitudes towards the job and organization. Together, the achievement of the four success criteria explained significantly more variance in attitudes than objective indicators of success or success criteria importance.
Introduction
Success is a key outcome in careers research (Heslin 2005) . Subjective success represents an individual's self-evaluation of her or his success (Gattiker and Larwood 1986; Peluchette 1993) . Research suggests that subjective success is related to but broader than objective indicators of success (Abele and Spurk 2009b; Ng et al. 2005) and may include criteria such as relationships, balance, enjoyment, and recognition (Dyke and Murphy 2006; Sturges 1999) .
The research done to date on subjective success focuses largely on the antecedents of subjective success and seeks to determine what makes people evaluate their careers positively (e.g. Abele and Spurk 2009b; Gattiker and Larwood 1986; Ng et al. 2005; Peluchette 1993 ). Very few studies have explored the link between subjective career success and key organizational attitudes. This is unfortunate as research conducted within the person-environment fit tradition (Kristof-Brown et al. 2005) would suggest that employees are more likely to report positive attitudes towards their work and their organization when there is a fit between their definitions of subjective career success and their career achievements. To date, however, neither the literature on person-environment fit nor the subjective success research has examined this relationship. This paper addresses this gap by exploring the impact that attainment of subjective career success has on three key employee attitudes toward their work and organization: job satisfaction, organizational commitment, and intent to turnover.
The construct of subjective success
Subjective success represents an individual's self-evaluation of her or his career (Gattiker and Larwood 1986; Peluchette 1993 ). This study is based on the assumption that to understand the relationship between subjective success and key organizational outcomes, one needs to look at two things: what individuals value in their careers (achievements may not be valued in the same way by everyone) and whether they feel that they have the opportunity within their work environment to achieve their aspirations (Gunz and Heslin 2005; Heslin 2005 ). This assumption is consistent with Bailyn's argument that "the subjective, internal meaning of the career must be juxtaposed with its external more objective characteristics" (1989, p. 477 ). This assumption is also consistent with person-environment fit theory (Caplan and Harrison 1993; Edwards 1994; Kristof 1996) .
Subjective success and work attitudes
Organizations are likely to influence employees' achievement of subjective success in a number of ways. First, objective criteria of success such as pay, promotion, and hierarchical level are rewards that are under the control of the organization. The manner in which organizations allocate these rewards may have a significant influence on whether or not an employee feels successful. Further, other more subjective success criteria such as a sense of personal accomplishment, recognition, enjoyable work, or positive working relationships can also be influenced by organizational context (Heslin 2005) . Finally, organizations can potentially influence the achievement of non-work criteria of success such as work-life balance or good health by limiting the time and energy employees have to devote to these pursuits.
The literature suggests that employees who work for organizations that understand and are able to facilitate employee subjective career success will report more positive attitudes towards work and their employer. Theoretical perspectives such as needs theories (Herzberg et al. 1959) , the theory of work adjustment (Dawis and Lofquist 1984) , the attraction-selection-attrition model (Schneider 1987) , and self-determination theory (Deci and Ryan 2000) , for example, all support the notion that employees experience more positive attitudes when there is congruence between their preferences and the features of their workplace. A meta-analysis of person-environment fit studies indicates that various types of fit (e.g. person-vocation, person-job, person-organization, person-group, and person-supervisor) are associated with positive attitudes toward work and the organization -with strong, pervasive effects noted particularly for job satisfaction, organizational commitment, and intent to turnover (Kristof-Brown et al. 2005 ). The present research extends this tradition by examining the impact on attitudes of the congruence between employees' success aspirations and achievements.
Job satisfaction refers to a positive evaluation of one's job (Locke 1976; Spector 1997) . Meta-analytic results indicate that job satisfaction has an impact on performance (Judge et al. 2001) , commitment, turnover intentions, and turnover (Tett and Meyer 1993) . Job satisfaction has been used by some researchers as a proxy for subjective success (e.g. Abele and Spurk 2009a; Judge and Bretz 1994; Judge et al. 1995) but as Heslin (2005) notes, the concept of subjective success incorporates a broader time frame and a wider range of outcomes than immediate job satisfaction. Research has also found that career satisfaction and job satisfaction are distinct constructs (Erdogan et al. 2004 ). Job satisfaction is influenced by a variety of characteristics related to the job, the organization, and the employee (Glisson and Durick 1988) . The meta-analytic results regarding person-environment fit support the notion that when the characteristics of the job or the organization match the characteristics of the employee, greater job satisfaction is likely to result (Kristof-Brown et al. 2005) . Similarly, we would expect that when the characteristics of the work environment support an employee's subjective success aspirations, they will be likely to evaluate the job more positively.
Organizational commitment can be thought of as the bond between the employee and the organization (O'Reilly and Chatman 1986). Organizational commitment has a different focus than job satisfaction: "commitment emphasizes attachment to the employing organization, including its goals and values, whereas satisfaction emphasizes the specific task environment where an employee performs his or her duties" (Mowday et al. 1982, p. 28) . Given that organizational commitment is conceptualized as a bond or attachment to the organization, turnover intentions can be viewed as the opposite of commitment. Meta-analytic results support the negative relationship between organizational commitment and turnover intentions (Tett and Meyer 1993) . Both organizational commitment and turnover intentions are likely to be influenced by an employee's experience of subjective success. Just as person-environment fit enhances commitment and reduces turnover (Kristof-Brown et al. 2005) , employees who believe that the organization has helped them to achieve subjective success may be more likely to view the organization favorably and to anticipate potential losses should they leave the organization.
The above review of theory and empirical findings leads us to hypothesize that:
Employees who experience greater subjective success will exhibit higher job satisfaction (H1), higher organizational commitment (H2), and lower turnover intentions (H3).
Method

Sample and procedures
The hypotheses were tested using survey data collected from managers and professionals in the high-technology sector in Canada. Six of the ten largest high-technology firms in Canada's National Capital Region agreed to participate in the study. All of the managers and professionals in these firms -4,100 in total -were invited to participate in the survey. Questionnaires were distributed and collected through the firms' internal mail services but forwarded unopened to the researchers. As responses were anonymous, no followup was undertaken for nonrespondents.
Responses were received from 1,509 employees (37%). The majority of respondents were men (67%) and the average age was 36. Post-secondary education was almost universal (97%) with most holding a university degree (66%). A majority of respondents were married (73%) and had children (50%). Note: Only factor loadings that account for more than 15% of variance (≥ 0.40) are included. Respondents had an average of 12 years of work experience -9 years of that in the high-tech sector. On average, they had worked for four different employers, spent over five years in their current organization and two in their current position. A majority (58%) worked in product development, engineering, or programming. Others worked in technical or customer support (13%), marketing and sales (11%), or other functions (18%). Most respondents were in professional or technical roles (62%), first-level management (13%) or middle management (14%), with the remainder in either senior management (3%) or other nonmanagement roles (7%). Just under a third (31%) managed the work of others. Respondents worked an average of 46 h per week.
Measures
Each of the focal constructs was measured using multi-item, 5-point scales. In addition to measuring the importance and achievement of subjective success criteria, and the three hypothesized attitudinal outcomes, data were collected on three measures of objective success -level, salary, and promotions -to serve as control variables.
Subjective success
Fifteen criteria were selected to represent subjective success based on an examination of the qualitative (Dyke and Murphy 2006; Sturges 1999 ) and quantitative (Gattiker and Larwood 1986; Nabi 2001 ) research literature on how people define success. The success criteria examined in this study (see Table 1 ) include a mix of traditional objective criteria such as increasing financial rewards and moving through po-sitions of increasing responsibility, plus more intrinsic criteria such as enjoyable work and making a contribution to society. Factor analysis was used to examine the dimensionality of these criteria and to create scales to measure different facets of subjective success.
Consistent with models of person-organization fit, we asked respondents about both the importance of these 15 success criteria and whether or not they felt that they had achieved success on these criteria in their current work. Respondents were asked "How important is each of the following achievements to your definition of career success?" Items were phrased, for example, as "making a contribution to society." Response options ranged from "of little importance" to "very important." Respondents were then asked to reflect on the extent to which they felt that they had achieved these same criteria in their current work situation. The question was "To what extent do you agree or disagree with the following statements about your work?" In this case, the items were rephrased to reflect success on these criteria (e.g. "My job allows me to make a contribution to society"). Response options ranged from "disagree strongly" to "agree strongly." To assess the impact of congruence between employees' success criteria and what they had achieved, both importance and achievement of the criteria were included in the models predicting attitudes.
Work attitudes
Job satisfaction was measured using eight items based on the facet-specific scale developed by Quinn and Staines (1979) which includes items such as the job in general, the sorts of things done on the job, and current workload. Organizational commitment was assessed using eight items from Mowday et al. (1979) . A sample item is "I really care about the fate of this organization." Intent to turnover was assessed using two items from Seashore et al. (1982) . "I often think about quitting work with this organization" is a sample item.
Objective success controls
Three common indicators of objective success were included to serve as control variables. Organizational level was measured as the number of levels between the respondent and their CEO. Respondents also indicated the number of promotions they had received over the preceding five years. Salary was assessed by asking respondents to indicate their actual current salary or indicate the range within which it was contained. Range data were coded as the range mid-point to create a continuous variable for all respondents.
Results
The subjective success criteria
The mean importance and achievement score for each of the 15 criteria are shown in Table 1 . A principal axis factor analysis of the success criteria importance scores identified four factors with Eigenvalues greater than one. These four factors together accounted for 42% of the variance in importance scores (see Table 1 ). All but three items (personal autonomy, developing relationships on the job, and maintaining a balance between work and nonwork) accounted for more than 15% of the variance (factor loadings ≥ 0.40) and were included in the subsequent scales. The four resulting factors were fulfilling work (five items, 23% of variance), authority (three items, 9% variance), recognition (two items, 5% variance), and financial rewards (two items, 4% variance). When the same four-factor model derived from the importance data was tested using the data for the achievement of these success criteria, confirmatory factor analysis indicated an acceptable model fit (RMSEA = 0.07; Browne and Cudeck 1993; MacCallum et al. 1996) . We created scale values by averaging the scores of the items which loaded on each of the factors. Table 2 includes the means, standard deviations, reliabilities, and correlations for the scales of success importance and achievement plus the other independent and dependent variables. Where scales included only two items, the correlation of the two items has been reported in place of Cronbach's alpha. All of the scales exhibit reasonable to high reliability. The effect of the lower reliability and limited scope of some scales will be to attenuate correlations and thus make our tests more conservative. The importance scales for the success criteria were significantly correlated with each other but the correlations were low enough (highest r = 0.43) to indicate that the criteria are conceptually distinct.
One possible threat to the validity of the achievement score data is the potential for contamination by cognitive consistency processes. The drive to reduce cognitive dissonance (Festinger 1957 ) may have led respondents to look at what they rated as important to them and to then claim that they had achieved it or vice versa. However, as can be seen from Table 2 , the correlations between each success factor's achievement and its importance were relatively low (the highest was r = 0.27). Thus, the achievement scores seem to reflect more than simple cognitive consistency processes.
Subjective success and employee attitudes
To test our hypotheses, each of the three attitudinal outcomes (job satisfaction, organizational commitment, and These scales included only two items so the Pearson correlation has been reported in place of Cronbach's alpha. intent to turnover) was first regressed on the objective success measures (level, promotions, and salary). In the second step, the importance scores for the four subjective success factors were added to the equation. In the third step, the achievement scores for the four subjective success factors were added to the equation. As shown in Table 3 , the objective success measures accounted for only small amounts of variance in job satisfaction (1%) and organizational commitment (2%). Objective success was not significantly related to turnover intentions. Similarly, in the second step, importance scores for the success criteria accounted for only small amounts of incremental variance in job satisfaction (2%), commitment (4%), and intent to turnover (2%).
The achievement scores for the four success criteria, introduced in step 3, were a strong predictor of employee attitudes. In support of hypotheses H1-3, achievement of the four success criteria factors had a significant and substantial effect on job satisfaction (ΔR 2 = 0.40), commitment (ΔR 2 = 0.25), and turnover intentions (ΔR 2 = 0.24). The key predictor of all three attitudes was the achievement of fulfilling work. The achievement of financial rewards was the second most important predictor of attitudes although the standardized regression weights for financial rewards were significantly lower than those for fulfilling work.
Step and Statistic Job Organizational Turnover satisfaction commitment intentions
Step Achievement of authority was significant for job satisfaction and turnover intention, not for commitment. Achievement of recognition only had an impact on job satisfaction. In total, the final model accounted for a significant portion of variance in job satisfaction (R 2 = 0.42), commitment (R 2 = 0.31), and intent to turnover (R 2 = 0.26).
Discussion
Subjective success
The most significant finding of this research is the important role that achieving subjective success plays in employees' attitudes. The ability to achieve subjective success is substantially more important to attitudes than objective success. Achievement of subjective success criteria accounted for between 81% and 95% of the variance explained by our regression models (24% to 40% of total variance), despite the prior inclusion of objective success measures. This is a strong indicator of the role that achieving subjective success plays in the attitudes of employees. As one of the first studies to explore the potential attitudinal outcomes of subjective success, these findings lend support to Abele and Spurk's (2009a) call for greater research focus on the im-pact of subjective success. These results also have important implications for organizations. Identifying ways to enhance subjective success experiences will help to enhance job attitudes (job satisfaction, commitment, intention to stay at the organization) which in turn are related to job performance and voluntary turnover as meta-analyses demonstrate (Judge et al. 2001; Steel and Ovalle 1984; Tett and Meyer 1993) .
The most important predictor of work attitudes was the subjective success scale that measured diverse aspects of fulfilling work such as a sense of personal accomplishment, being surrounded by stimulating people, learning and developing new skills, engaging in enjoyable work, and making a contribution to society. The impact of subjective success related to the achievement of financial rewards was also significant but considerably lower. The achievement of recognition had the least impact on attitudes; it affected only job satisfaction. This is an interesting finding because recognition was rated as more important, on average, than authority (mean importance 3.76 versus 3.25; t = 22.15; p ≤ 0.001). One possible reason for this finding may be that recognition was easier to achieve than authority (mean achievement 3.43 versus 3.02; t = 20.43; p ≤ 0.001). Another possible explanation of this finding is that recognition may be viewed as a characteristic of employee relationships rather than the organization and may consequently be unrelated to organizational commitment or turnover intentions.
The achievement scores explained significantly more variance in work attitudes than did the importance scores. This is consistent with the pattern of findings in some other congruence research where performance is a stronger predictor of satisfaction than is expectations (Page and Spreng 2002) . These results suggest that while individuals may place different importance on various success criteria, in general their attitudes towards their job and their organization are influenced primarily by what they have achieved rather than the congruence between what they value and what they achieve. Future research may find that it is sufficient to use achievement scores alone rather than operationalizing both the importance and achievement of subjective success.
Objective success
The results suggest that objective success is not a strong predictor of job satisfaction, organizational commitment, or turnover intentions. In step one of the regression analysis, salary was unrelated to job satisfaction or turnover intentions, and negatively related to commitment (β = -0.07). These results contradict prior research findings suggesting that higher salary is associated with greater job satisfaction (e.g. Green and Heywood 2008; Judge and Hurst 2008; Piero et al. 2010) . One potential reason for these contradictory findings may be differences in job types or industry.
The relationship between pay and satisfaction may be stronger in mixed samples where pay is related to job type and industry. Respondents in our sample worked in similar jobs in the same industry and were relatively well paid. In this case, relative pay may be more important than absolute salary level. Our data show that subjective assessments of the achievement of financial rewards did have a significant impact on attitudes. This lends further support to the argument that researchers need to pay more attention to the subjective meaning of career attainments (Heslin 2005) . These findings are also interesting in the context of the high-technology sector as the high-tech sector has relied extensively on monetary inducements to attract and retain employees during periods of growth (Lahey 1998) .
In the full regression model, salary appears to act as a suppressor variable with respect to subjective success as indicated by its significantly larger beta when importance and achievement scores are included in the model (Cohen and Cohen 1983) . Some methodologists view the inclusion of suppressor variables as a source of misleading results (e.g. Tabachnick and Fidell 1983) but researchers studying the effect of suppressor variables argue that they are important contributors to the development of knowledge and urge researchers to consider the joint impact of all predictors (Collins and Schmidt 1997; Friedman and Wall 2005; Rosenberg 1973 ). In order to assess the potential variance inflation resulting from the inclusion of a suppressor variable, the regression analysis was rerun excluding the salary variable. There was a 1% decline in the total variance explained in each of the models but the pattern of results was substantially the same when salary was excluded from the analysis. Thus, the suppression effects do not affect the substantive conclusions.
Limitations
Our study has a number of limitations. First, the focus on a relatively mobile and privileged sample may limit the generalizability of the findings. In other settings, for instance, the achievement of subjective success may have less of an impact on turnover intentions because of restricted opportunities. Second, the use of a common questionnaire method to measure both the independent and dependent variables can potentially bias the results. Third, the study is limited by its reliance on self-report data. While subjective success must necessarily be studied using self-reports, non-self-report measures of objective success would have enhanced the validity of the findings. Finally, another potential limitation is the response rate of 37%. This is lower than the average response rates reported in reviews of research on professionals (59%) and managers (62%, Baruch 1999) but higher than those reported for senior managers (28%, Cycyota and Harrison 2006).
Implications and conclusions
The substantial impact which subjective success has on attitudes suggests that future researchers may want to examine in more detail what employers can do to facilitate employee subjective success. Researchers may also want to explore other potential impacts of subjective success such as motivation and job performance. Given the importance our respondents attached to fulfilling work, further exploration of this construct and its antecedents would be a fruitful avenue for future research. More research on the desire for and implications of receiving recognition would also be helpful to shed light on the results regarding recognition. It may also be beneficial to explore the impact that individual differences such as gender, age and life cycle stage have on subjective career success.
The results from this study suggest that money is not the only, or best, way to meet employees' aspirations for success. On the basis of the present results, actual salary appears to be less important to employees -at least to well-paid employees in the high-tech industry -than their subjective evaluation of their financial rewards and significantly less important than achieving fulfilling work. Together the results highlight the importance to both researchers and organizations of developing a better understanding of the meaning of subjective success.
Executive summary
Success is a key outcome in an individual's career. Subjective success represents an individual's self-evaluation of her or his success. Research suggests that subjective success is related to but broader than objective indicators of success such as hierarchical position and financial rewards. Subjective success may also include criteria such as relationships, balance, enjoyment, and recognition.
Past research on subjective success has focused largely on the antecedents of subjective success and sought to determine what makes people evaluate their careers positively. Very few studies have explored the link between subjective career success and key organizational attitudes. This is unfortunate as research on person-environment fit would suggest that employees are more likely to report positive attitudes towards their work and their organization when there is a fit between their definitions of subjective career success and their career achievements. The present study examined the impact that attainment of subjective career success has on three key employee attitudes toward their work and organization: job satisfaction, organizational commitment, and intent to turnover.
Data were collected from 1,509 managers and professionals in Canada's high-tech sector. The average age of respondents was 36 and two thirds were men. Most were married and half had children. Post-secondary education was almost universal. Respondents had an average of 12 years of work experience with 9 years of that in the high-tech sector. Over half worked in product development, engineering, or programming. Almost two thirds were in professional or technical roles; just under a third managed the work of others. Respondents worked an average of 46 h per week.
Four dimensions of subjective success were measured: fulfilling work, financial rewards, recognition, and authority. Respondents indicated how important each success criteria was to their personal definition of success and also indicated to what extent they felt they had achieved success on that dimension. Hierarchical regression models predicting job satisfaction, commitment, and turnover were examined. Objective indicators of success (organizational level, promotions, and salary) were included as control variables along with importance scores and achievement scores for each of the success criteria.
Results indicated that the ability to achieve subjective success was substantially more important to attitudes than objective success. Achievement of subjective success criteria accounted for between 81% and 95% of the variance explained by the regression models (24% to 40% of total variance), despite the prior inclusion of objective success measures. These results suggest that identifying ways to enhance employee subjective success experiences will help to enhance job satisfaction, commitment, and intent to stay at the organization, which other research has shown to influence job performance and voluntary turnover.
The most important predictor of work attitudes was the subjective success scale that measured diverse aspects of fulfilling work such as a sense of personal accomplishment, being surrounded by stimulating people, learning and developing new skills, engaging in enjoyable work, and making a contribution to society. The impact of subjective success related to the achievement of financial rewards was also significant but considerably lower. The results from this study suggest that money is not the only, or best, way to meet employees' aspirations for success. On the basis of the present results, actual salary appears to be less important to employees -at least to well-paid employees in the high-tech industry -than their subjective evaluation of their financial rewards and significantly less important than achieving fulfilling work. Together the results highlight the importance to both researchers and organizations of developing a better understanding of the meaning of subjective success. Dr. Dyke's research focuses on careers, the changing workplace and workforce diversity. Her monographs include a cross-cultural study of attitudes towards women in management, a study on career development in the federal public service and a study of career issues in the high-tech sector. She is the author of numerous research articles and the recipient of several research awards. She has worked with some of Canada's largest public and private sector organizations. e-mail: lorraine_dyke@carleton.ca Dr. Linda Duxbury is a Professor at the Sprott School of Business, Carleton University. Within the past decade she has completed major studies on Balancing Work and Family in the public, private, not for profit and small business sectors; Management Support; Career Development in the Public and High-Tech sectors; and generational differences in work values.
Kurzfassung
Dr. Duxbury has published widely in both the academic and practitioner literature in the areas of work-family conflict, change management, supportive work environments, stress, telework, the use and impact of office technology, managing the new workforce, labor force demographics, generational cohorts, and supportive management.
Dr. Duxbury has received numerous awards for both her research and teaching. e-mail: linda_duxbury@carleton.ca
